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I , IIITRODIJCTIOH 



The life blood of lleval aviation i..ay bo found in 
^ the fiscal progransof the Bureau of Aeronautics. Each yoar 
a frosh supply of progran dollars flows through tho numerous 
arteries of tho system invoking now life and sustaining tho 
old. Tho quality and adequateness of this life is due entirely 
to tho thoroughness with which the programs aro concoivod. For 
those tdiose responsibility it is to plan end oxecuto those pro- 
grams, it is tho pia?pose of this paper to spotlight tho full 
significance of tho responsibilities and to rocortnend methods 
for executing tho task. 

Tho continuous turnover within tho Turoau provides 
with regularity a large number of program officers complotoly 
untrained in tho vaorld of budgets and programs. It evolves 
upon those solocted to fomiliarizo thomsolvoa with tho vast 
requirements of tho position. In tho fast-noving sequoncos of 
events, tho surge of tho job carries many occupants through 
tholr entire tour without over grasping th« full rieanlng of tho 
position. There aro numerous factors involved and this paper 
att0H5)ts to bring them together, vrith due regard for tho signi- 
ficance of each. 
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II. LEGAL BACKGROUIID 



The Constitution of tho United States invokes re- 
sponsibility upon the Consx*ess to provide end mlntain a IJavy. 
Tho Congross relies upon tho Ilavy to nake known its roquiro- 
laents. The Kavy*s budget constitutes those roquiroiaonts and 
this ' budget la in tiirn constituted of tho nunorous programs. 
Those programs factor out to plans and the end result is the 
Sfavy*s operating plan stated in terms of dollars. 

Thus the program officer may well envision his 
duties as being a direct assistant to tho Congress in executing 
tho requirements of tho Constitution. 
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III. Tlli. PROGRAM POSITION 



Proper porspoctlvo of the position and understanditg 
of tho organization is essential to program adrainictration as 
in all other positions. Tho Btjreau's Ilanual of Organization 
must bo carefully studied and evaluated to fully grasp tho com- 
plexity of tho ’’corporation” of Naval Aviation, this is 
being accort^lished a fou professional onstrors regerding the 
subject of organization will be helpful. L. P. Alford and J. 

P* Bangs state: 

”Tho Purpose of Organization; Organization is to tho 
business what tho nervous system is to the human body. 

The Scope of Organization: The subject of organiza- 

tion in its broadest definition includes: (1) the persons 
who nan a company (2) tho respective nlacos wiich thoy 
occupy (3) the range of authority and responsibility which 
they individually exorcise (1^.) tho framework of relations 
through one another, and (5) tho mechanisms tlirough viiioh 
thoy operate and coordinate their activities in tho enter- 
prise. It is upon tho basis of persons, positions, authority 
contacts, operations, and coordination that successful ... 
work is carried on. 

The Rosponslbility of Organization; In an organization 
senso responsibility is accountability for tho performance 
of assigned duties. 

Tho Design of Organisation: ... organisation struc- 
ture recognizes: (1) levels of authority and (2) degroos of 
responsibility. lino of authority (lino of coxaiuand) goes 

dovm from a higher to a lower level of authority. Tho line 
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of response (line of responsibility) cones up from a lot^or 
to a higher level of authority* These linos ore also 
oallod linos of ccinrtamication. • • Those linos of co.i23uni- 
cation hold the organization together and ciako a coordi- 
nated operating unit.’*^ 

It is within such a pattern that tho job of the pro- 
gram officer must bo accomplishod* Tho mro thorough tho 
Imowlodgo of the organization, tho laoro advantageously it my 
bo utilized* 



^* P* Alford and J* P* Bangs, Production Handbook . 
ITcw York: Tho Ronald Press Company, 19ii.8, P&6® 
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IV. ABMUTISTRATICII AlID VUmAGmUTu’S 

Organization docs not function in tlio absonco of 
”adr?iiniatration’' and "raanagomont. ” The three vjorda colloc- 
tivoly aro the crux of both government and business. Miat is 
tho proper meaning of the words "administration” and""manago- 
mont"? Alford and Bangs says 

"Administration Is tho function. • • concerned in 
tho dotorsnination of policy, the coordination of fincnco 
• • tho settlomont of tho compass of tho organisation. 

Hanagement is the function. • • concerned in tho 
execution of policy, id thin tho limits sot up by admini- 
stration. "■*“ 

A programming official is above all an administrator 
and a manager. As a practitioner of those scionoes the pro- 
grammer must master the arts of planning, organising, directing 
and controlling. All of those processes idll bo present to a 
greater or lesser degree in each, undertaking, Tho degree of 
skill exhibited in their application will gattge the ©ffectivo- 
noss of effort applied. 
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V. ^i:CPO!rSIBiLITIi.S 



Tho basic rocponsibilitios of the prosrara officer 
have been delineated by the organization, but tho nost signi- 
ficant responsibility of all is one that is inherent to all 
public servants t^rithin a democracy, tho responsibility to our 
people, tho taxpayers. 

In government are spending other people »s money. 
This factor alone demands scrupxilous, prudent, economical con- 
duct. This obligation to tho taxpayer cannot bo talcen lightly 
or overlooked at any moment. It becomes important to remember 
that taxpayers are not voluntary investors, the funds being ad- 
nlnlstorod are exacted from tie public in the form of taxes 
and therefore the individual taxpayer lias little choice in tho 
decisions. 

Tho last statement must be evaluated in terms of 
benefits or gains received by tho public from taxes. The amount 
of taxes paid and tho returns received have no clearly defined 
relationship. As participants in tho spending of public monies 
the program officer *s responsibility is to asa\ire tho taxpayer 
a fair return on hio Invostmcnt, There being no precise way of 
measuring tho services or benefits it becomes a matter strictly 
of judgmont. 
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Oytrlght dlshonoaty in tho uso of govornmont funds 
is the easiest of all ills to prevent. It is tho honost hut 
irastoful and unwise application of funds for servioos, laa- 
torials, etc,, that is tho hardest and greatest problon to 
master. Ihore are no fixed, guiding laechcnisms to avoid those 
courses and no indicators to distinguish botwoon tho dotirablo 
and tho ossontial. Instead, it becoiizes a matter of personal 
judgment, utilising the information available from all surrounding 
resources. 

Although there are limits to tho area in w dch ono 
operates, within those the area is wide, and tho idsdon re- 
quired of the program officer to adequately dlschargo his re- 
sponsibilities to the public bocomos tho measuring rod of tho 
individual. 

^^ving closer to a responsibility moro dlroct and 
tangible, the bureau chief doponds heavily upon tho program of- 
ficer to plan his area of activity in a superlative manner. 

Bear in mind that at least half of tho chief’s time is spent 
in budgetary matters and that the success he vjill enjoy is 
directly proportional to tho endeavom’s of tho programing 
officials. 
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VI. TH J lUDGJT D3FIH.:D 



Tho viovd budget has many connotations and meanings. 

It is coramonly referred to in tho homo as well as in tho of- 
fice, It theroforo is one of those words so comnionly in uso 
that the true dofinition escapes. 

By definition, budgeting is financial managosiont, 

John H, MacDonald in defining tho tern says that the i«ord is 
like a ’’good time," That it has a variety of meanings de- 
pending upon >&orn you ask,^ Janos C, Charlosworth said: 

”ln the language of public administration, tho irord 
’budget’ has throe meanings, , , In its purest moaning it 
refers to a financial document, which is periodically 
transmitted to tho legislative branch by the hoacl of tho 
executive branch, , , 

A second moaning attaching to the word ’budget’ re- 
lates to the allocation of administrative and legislative 
emphasis, A service nay be spoken of as being hosvily 
budgeted this year, or another activity my be dropped 
from the budget. In this sense tho term ’budget* may bo 
considered to bo syoo’^ynous with a nox^’or tor’ll, ’program- 
ming,’ In its third moaning, ’budget’ in some quarters « 
is coming to be used intorchamgeabiy xdth ’iirncgo lont’”,'^ 

Tho budget may bo considered as giving intelligent 
direction to tho administration of public progress tlirough ade- 
quate planning* It may further bo defined as a plan of work. 



John H, MacDonald, Practical Budget Procedure . New 
York: Prontias-Hall, Inc,, 19ij.6i p. 1, 

2 

James C, Charlomx>rth, uoyornmental Adralniatration . 
Hew York: Haipor and Brothers Co,, p. 
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since in government it outlines a program for the onsuing two 
years or more* In any ovent, for the pro£p?am officer the ta>rd 
budget should bo Indistinguishable from the planning process, 
moaning that the budget is a device that enables planning and 
control of activities.^ 

Hot© carefully continuing reference by budgetary 
scholars as being synonymous tho terms "budget", "programming", 
and "raanageuiont" . Thus tho program officer is strongly idontl- 
fiod as being a manager of tho function of dollars, end as the 
manaigcr, the program officer must bo an expert in all the mana- 
gerial skills. Successful KionagGrial effort by the program 
officer is the basis of suceessful maneigoriont by all others, 
the prograr.1 being tho gauge of performance. 



H. A. Walker, Public Adiait^stration Hoviou, Spring, 
19114, Vol. IV, p. 99* (Tho Journal 6t tho /mierican Society for 
Public Administration) 
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VII. T'L. BU.XJT PbT.POBi: 



Although tho budget is primrily a plan of action 
to accoE^lish pi*o-doter3iin©d objoctivos, tho concopt of con- 
trol has also dovoloped as a result of tho uso of tho budgot 
after its origination. It is possible to state the eiraa or 
purposes of tho budget -.idth considerable dofinitonoos as 
follows: 



”1. Established a definite objective of t>erfoi*rmnco. 

2. Porruulates policies for future operations. 

3. Promotos cooperation in acceptance of policies 
and execution of plans 

h* Determines limits to wliich OTpenditviros are to 
be confined. 

Determines funds required and when they will be 

nooded. 

6. Established comparisons and checks. 

7. Indicates i/lion and whore chancps are required 
in order to achieve planned objectives.’^ 



Alford and Bangs, 



on. cit.a p. 
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VIII 



Tin. BUDC':T Lli-IxTATIOIIS 



Tho budget cannot be aeeuned to autoraatically 
gixarantoo one hundred per cent succods. The prodoralnant li- 
mitation is duo to the fact that it is based lapon forecasts, 
Gstinatoo, and executive jnd^paonts of future conditions, 2hu3 
success depends ixpon the validity of the data at hand and tho 
Intclligoncc of forecactins* 

Even with the best of forecasting there is no auto- 
matic functioning of the budget plan* There is no substitute 
for active and watchful ndninistrativc and operative management 
as the budget timetable unfolds. 
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IX. TI-. 31 ^*^-'^’ PROCI^'^G 



Under the tome of prcaont law, each dopartnent and 
agency of the Federal Govemnent is required to submit to the 
Euro-u of tho Budget by ?eptonber 15 yearly the anntial budget 
for the fiscal yoar cor^noncing July iTonco, There *^ro other 
subnisoion dates of unfixed tines for tho Bureau of Aeronautics 
progreaa officers to observe. Those submissions are for tho 
purpose of budgetary revioira by hlgtu>r ochelono of authority 
and are listed herewith in order of succensivo occuronco. 

1, Prelinlnary bureau reviews with Fiscal division 

Staff. 

2. Chief, Bureau of Aeronautics ^oviow. (^■'uroau lovol) 

3* Ilavy Comptroller review. (ITavy hepartnont Icvol) 

4* Secretary of Defense Roviow (Dofenso Tiopartraont 

level) 

HCTBs Under nornal conditions, all of tho foregoing 
rovio;;s occur prior to 15 Soptembor, 

Those roviows servo tho purpose of coordinating the 
needs of all programs, eliminating duplication and adjusting to 
tho level of dollars considered to bo roquislte by the Chief 
Executive, Pollowlns this reviewing activity, the finished bud- 
get is aubndttod by the President to the Congress on or about 
January l8. Hero again, an exacting and discriminating final 
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roviow is conducted, resulting on or about 1 July, In an approved 
budget of tho content and asioimt as willed by tho Congress* 

For tho newcomer on tho budget proces.^ tho question 
might well bo ashed why not do tilings ”tho ono right way” ini- 
tially and olinlnate the time and costs of countless rovious. 

Tho newcomer must roaliEO that ho is dealing in raost instances 
not with precise physical phenomena but with tho interpretations 
of executive actions and that the continuing reviews sook to find 
”tho host way” in the absence of tho clear-cut "right w»ay." 
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It may bo safely aeounod that the nuricrous budeotapy 
poviows require that the program officer bo litorally "on top 
of tho subject natter" ^rlthin Ms program area# It moans that 
the program officer should Imot/ more about M.s program and all 
related thereto tlmn any other individual# Superior teowlcdge 
vd.ll assure satisfactory anawors to all questions and vrlll ro-» 
suit in a program of no reproach and of economical construction. 
This brand of Imowledge cannot bo obtained vdth any efforts 
loss than hard work and tho unrelenting press for knowlodgo and 
facts. Armed vjith knovdodgo and facts, ellninatlon of tho 
honest but wasteful portions of tho program is gonorally accom- 
plished. Ivlthout tMs superior knov/ledge it is impocslblo to 
identify tb© waste. Tho Mghor ©cholons of reviov7 ere not 
staffed to separate tho "required" from tho "unrequired" araong 
tho numerous Items constituting a program. Of course, th® major 
items will be discriminately examined in much detail but time 
alone does not pornit sinilar treatment for each and ovory item. 
TMs emphasizes tho nocosaity of personal conviction upon the 
port of tho program officer that Mo rocomnendntions ar® in tho 
best interest of tho taxpayer. Consider tho context of the 
foregoing and fully grasn tho deep responsibility of tho position. 

-lit- 
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Tho tiio«tablo of budgetary action within the Bureau 
itcolf is not on a firin basis* This is duo to tho fact that 
the planning factors do not autosaa tic ally unfold at p-^ociso 
calendar tiE\es* It may bo assumed that under normal conditions 
tho general prograta objectives of tho overall Kavy will bo re- 
leased by tho Chief of Uaval Operations on or about tho nonth 
of Ilay. It is neither required nor good practice to await tho 
arr?-val of this planning inforxaatlon before starting tho bud- 
getary process. By liaison, official and unofficial, surrounding 
exporionco, and one’s otm evaluation of the available facts, much 
prolininm*y work can be rccor^lishcd. This prolininery wrk 
Should bo undortalcon an oarly as l avch and rot later than April. 
It irill be proven that what has been acconplichod can bo altered 
to fit tho proscribed in a usuch easier fashion than ctrlving to 
eeeomlish tho ^tiolo tank in a rostrlctod ariount of time, 

Tho oarly start pomits full and imblascd i’-^vostiga- 
tion of all the facts. It develops the "bent” knouledg© of the 
program content and places tho program cf fleer In a position of 
influonco towards his way of thin!:lng on controv^»rcial r.mttors* 
Since the program will be constructed froa t^o contributions of 
many, some of the contributions ^;ill be blasod, but in an honest 
narnor, Ihcsc biased ncn»tions must be net and handled writh tho 
tool of superior knowlodgo. /'gain and again the point must bo 
stressed that personal satisfaction of tho validity of every 
program item depends upon the program officer possessing all of 
tho facts* This superior knovrledgo diapensod in tho "right” way 
cools tho ardor of bias im>st effoctivoly and assures tho "best" 
program possible. 
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Jusfcirication ot tho profp?an must lo given tho same 
serious consideration as the detorraination of the contont* 

The program officer knox-ilng the state of efficiency in his 
area and huroau, as vfcll as the projected changeo in flow and 
volume of xjork, and the plans for now departures in th® next 
fiscal year, can fortify himself with unimpeachable data and 
can confl'ont budget officers on higher echelons with confidence* 
This confidence should not be borne of a pugnacious and obsti- 
nate attitude of defense of the selfish interests of ills bureau 
but should be dedicated to an interpretation of his bureau to 
higher areas of command,^ 

The facts that iiavo been ostablishod dui’ing th® con- 
struction of the budget provide an oxcellont base for justifi- 
cation* Those facts should bo translated in terras of measurable 
units, woiaoad data, and similar dcvicos. In such matters scru- 
pulously avoid tho uao of technical language, abbreviations, and 
graphic testimony not in keeping xv'^ith the reviewing adUience, 
Select tho mtorial with roferonce to the listener and antici- 
pate tho response and qxiostions of t;io audience* To 5 i*acp the 
full impact of tho last statement, each program officer srhould 
carefully study tho Hearings Before Subcomrnitteo of the Committee 
on Appropriations > House of Roorosontatives* .Ighty-sccond Gon- 
pyoss* Second Session* for tho Department of tho iavy appropria- 
tions for 19^3* with omphasio upon that portion relevant to tho 
Bureau of Aeronautics* 
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XII. ^ ’'t3':iBTlATICIT 



Follo:dns thQ cnactraont of a budget into lav, tho 
fiano discrlsiinatinc and exacting attention nuct be directed to 
the administration of this budget as prevailed durlnc the pre- 
paration. This means establiahiiont of a system v-hlcl* trill 
enable direction of tho ''orl: and liiich also xrf.ll nrovide a 
continuous and current roviex? to assiupe that operati’'rs are 
proceeding in accordance vrith tho pre-conceived plans. /II of 
thOwO officials vrho must contribute to the budget adnlnistra- 
tion process, regardless of tholr role, should pos^oso a coinplote 
understanding of tho airxs and purpose. Further, ovoT*y effort 
should bo made to \rf.n tholr full acccptanco and coopct»ation. 
Througliout tho organization there should bo an atnos'^horc of a 
sense of public trust and all should bo educated in ^ fcolir*g 
of duty to carry out tho budget cstablichod by la*.r x^'ith tho 
groatost sons© of economy and efficiency, 

Tlio direct staff available to assist the program of- 
ficor xrill bo siaod riroporticnatoly to tho significance of tho 
program* This staff should bo utilised to proxrf.de the informa- 
tion noeded to oxorcis© control. Analysis of tho need for reports, 
records, files, etc, must be evaluated and established on a 
’’roqulrcmonts” basis. Tlios© "rsquiromonts" nr© the ninimea os- 
sontlols requisite to successful program administration. Gome 



- 17 - 







ftJ# yml • V» «ai 

4# U««f4^ li TMk voUfi^ift ^ 

^ M/ ii )«iCipi t£^ U ^ 

CUM ( Mi ip fc i to 7 mi i7r4&gi!\^ qg 

i ii^r MC4^i«0iii»lip #i9*^ 1^ v»i*««a» 

••• tM'llf Hi90^ OSPOH Id M rn mBm *««<uB^b 

*m 41^ m$ A«m«dMw «i ;=ztiitt«8 



^ovdtikdc iktM tM vA at «l>i Kft1¥ 

Mni , . 4dN^ %I»<I liii «« % 



• ^ I jida^tp «# nr tmtf vw '»9ii^aMd w 
9AWI • *4 Mi <0|i^ tt tMt ItM Uikiti T0' 

itm c#lo i«r mt t««p^ ^ ion -^4 



^ mmmjrnf mdr^Uam ^ ^iMUm% '^.mm tm m k¥ 
mk 1* odHiMii^in «di or locio ^ .£&/9«A 

-^pvoW ^ A^ iUaim^ ii iijft ^iiTi 1^ 



>fcigioii mm «« WM U tiKiMlj 

I ^ 4 it 

tliffll^^ MV flSMVMtiP 




-18. 



dupllca'bion of z*ucordB will oxlst betv/oen. th© contrallzod bux'o&u 
flics and tboso neccGsax*y foi* ”on tho spot” pi:* 02 s*an adialnistra- 
tlon. However, this duplication must persist to assure efficient 
program execution. 

Careful attention shoiild be directed to the roportiig 
system to assure that informative reporting is being accomplilBhod. 
'^'he system should be evaluated against the following essontlalss 

1. ITumbex'* of reports 

2* Tiiaing 

3. ^ype 

4. Design and content and 
Handling.^ 

'fhe reporting system above all should be capable of 
producing tho information required for proper control on a 
"timely” basis. I'^or cxait^zle, cost and expenditure data to be 
offoctivo from the control viewpoint must bo reasonably up-to- 
dato, Tho program officer \d.ll find that the majority of tho 
data obtained for ovor-all buroau consumption can bo classified 
as "historical.” This "historical" inforination is necessary 
but is inadequate for control purposes. Therefore improvisation 
and ingenuity must bo rosortod to as required to effect tills 
deficiency. 

Control is further enhanced by tho establishment of 
performance standards. Those will normally be in terns of th® 
quantity and quality expected* Such standards are roquisito to 
tho functions of planning and scheduling* 

^4jlltn.n Doris, Corporate Treasurer’s and Ccmtrolleg^B 
New Yorks Preatisa-Hall, iSc*, 19517“pr'139T 
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Tli© sjstovn should further provide prosipt, regular, 
and cai>’eful follow-up to goo that dovlations fron pro 'ictod re- 
sults are dlscovorod and explained; that undosirablo condttiona 
are disclosed and called to the attention of responsible per- 
sons idio can correct; and that revision of iiork plans and raoney 
requirements arc made when necessary. 

Finally, the syston should spotlight the ad\'ance 
ochoduling of financial obligations within the period necessary 
to meet the financial roqulrononts of the program and to establish 
a rate of eponding that xrill conform to plan. 
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XIII 



coitclusi.it 



Thus the bud^;otln3 and proGra^alnc functions x’osolvo 
into the Guidance, leadership, and control of the efforts of 
individuals toward a co non c,osJ.* Aciiievcricnt of those is at- 
tnined hj scientific planning, organizin", dii’oetin;^ and con- 
trolling, Tlieso terijs are coisicn to any ad.iinlstrativo position 
but the significant foaturo th«t distinguishes the progroii of- 
ficial froii the reminder is the treuendous public trust and 
responsibility invested solely in the individual, it is not 
possible to ovcrosjphasizo this least publicised feature of tho 
position. A shroud application of tho principles of public 
trust will always result in a better operating ITaval Aviation 
and at a choaper price. 
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